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I INTRODUCTION 


The following statements represent a report on the status of the PPBES 
(Planning, Programming, Budgeting, Evaluation System) Project, and more parti- 
cularly, the progress and status of the Program Accounting and Budgeting Project, 
which has been a major activity of the PPBES Project staff. In addition, a statement 
regarding the viability of PPBES as a cost control device is presented, along 
with a statement regarding the implementation plan for PPBES developments in 
the Province of Alberta. Appendices to this report deal specifically and in 
detail with the implementation plan, and refer to other sources of information 
regarding the nature of the work and progress of the PPBES Project, and of PPBES 


developments over the last year in the Province of Alberta. 
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II A STATUS REPORT ON THE PPBES PROJECT 


The primary goal of the Planning, Programming, Budgeting, Evaluation 
System Project (PPBES Project) is to facilitate an improvement in educational 
decision-making, thus providing a more effective learning environment for 
students. To this end, the objectives of the project include the development 
of a standardized program-based accounting system, the improvement of budget- 
ary practices, the improvement of local and provincial reporting systems, and 
the improvement of the planning process in the field of education. 

The activities of the Field Services staff associated with the work 
of the PPBES Project include the development of a program accounting and budgeting 
manual , the field testing of this manual, and the inservicing of relevant 
groups with respect to the conceptual framework and possible implementation 
of PPBE Systems in local school districts. In addition, some work has been 
accomplished with respect to the development of the planning and budgeting 
concepts of PPBES, and the undertaking of financially-oriented studies requested 


by the Minister's Committee on Educational Finance. 


Development of the Program Accounting and Budgeting Manual (Interim Edition) 
The design and development of the PPBES Program Accounting and Budgeting 


Manual is proceeding on schedule. A complete text has been drafted and has 
been distributed to pilot project systems and other relevant interested groups 
and individuals. The conceptual design and operational procedures as outlined 
in the manual are in the process of being tested by the pilot project systems 
in terms of the operational feasibility, utility in the provision of good 

base data for analysis and planning, and adherence to legal and auditing 
requirements. Pilot district personnel have made, and continue to make, 


useful input with respect to proposed changes to either the conceptual design 
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or operation of the accounting system. In addition, the ATA, ASTA, and ACSTA 
have been asked for reaction. The manuscript has been revised in the light 
of this feedback. The revised draft is being produced using an MTST (Magnetic 
Tape Selectric Typewriter) process in which the manuscript is transcribed 
Onto magnetic tape and output through the facilities of the Queen's Printer. 
It is expected that an interim edition of the manual will be ready for general 
circulation by December 1, 1971. This interim edition will serve as a service 
document for school jurisdictions during a phase-in year, 1972, and may form 
the basis for a mandated reporting system by January 1, 1973. An initial 
circulation of 2900 copies is anticipated. 
The manual deals with all aspects of PPBES as may be shown by the 
listing of chapter headings: 
i. Introduction 
ii. Conceptual Design 
iii. Coding Structure 
iv. Accounting Classification: Objects 
v. Accounting Classification: Program Structure 
vi. Accounting Systems 
vii. Financial Reporting 


viii. Planning, Programming, and Budgeting 
ix. Evaluation 


The Program Budgeting and Accounting Project 


The program accounting and budgeting project involves ten pilot 
jurisdictions in Alberta. They are: 


Salisbury R:C.S.S.D. No. 105 

Lac La Biche School Division No. 51 
Pincher Creek School Division No. 29 
County of Beaver No. 9 

County of Mountain View No. 17 

County of Red Deer No. 23 

Lethbridge School District No. 51 
Grande Prairie School District No. 2357 
Edmonton School District No. 7 
CaldanyeR.GeSesade Nos | 


Each of these districts has undertaken to test the concepts and 


procedures outlined in the PPBES Program Accounting and Budgeting Manual in 


the following ways: 
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a. Development of a program-based code of accounts which satisfies 
the requirements of the jurisdiction involved and reflects the 
suggested conceptual design and procedures outlined in the manual. 
b. Implementation of an operating accounting system for a period of 
at least three months. This accounting system must be based upon 
the code of accounts described in (a) above. 
c. Partial field testing of the proposed planning and budgeting cycle as 
outlined in the manual. 
The program accounting and budgeting project has a time frame of 
one year (January-December, 1971). 
Of the ten pilot project districts, most have met expectations 
with respect to progress to date. Each of the ten systems has established a 
program-based classification of accounts. Each has tested, at least in part, 
the operation of the program accounting system. Although there have been 
minor problems encountered in adapting the PPBES conceptual design to speci- 
fic systems, and in organizing operational procedures for the accounting process, 
all systems are able to operate, and are relatively pleased with, the program 
accounting system developed by the PPBES Project staff. 
One of the pilot systems, the County of Mountain View, has expanded 
its parameters to include the development of an integrated program accounting 
system for municipal and educational accounts. It is expected that the sys- 
tem being developed will be applicable to all county operations, and will 
be compatible with the PPBES Program Accounting and Budgeting Manual. In 
this regard, cooperation has been received from the Department of Municipal 
Affairs. Consultants have been retained jointly by the County of Mountain 
View and the Department of Municipal Affairs to assist in producing the integrated 
classification of accounts and to advise on suitable accounting procedures 
and technology. While this expanded frame of reference has delayed somewhat 


the progress of the County of Mountain View regarding the field testing of 
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the accounting system, it is expected that the development and testing of 

an integrated accounting system will be accomplished by early 1972. This 
project is also viewed by the Department of Municipal Affairs as the first 
phase of a program budgeting and accounting system for all Alberta municipal- 
ities. 

In addition to the development and testing of the accounting and budgeting 
systems, pilot district personnel have been very much involved in inservice 
activities, both within their own systems, and at the zone level. 

In summary, with respect to the program accounting and budgeting pilot 
project, progress to date has been encouraging as far as the PPBES Project 
staff is concerned. It should be noted that pilot districts have indicated 
that they would not go back to their previous system of accounting and budgeting 


after having experienced a program budgeting approach. 


External Evaluation of the Program Accounting and Budgeting Project 


One of the last functions associated with the Program Accounting and 
Budgeting Project takes the form of an external evaluation of (1) the work 
accomplished within the project itself and (2) the viability of the generaliz- 
ing of the processes and concepts developed within the project to a provincial 
frame of reference. 

At present, the PPBES Project staff has requested proposals from two 
external groups regarding the conducting of an external evaluation. Such 
proposals have been received and are under consideration. It is anticipated 
that the evaluation will occur during the last ten weeks of 1971, with a report 
to be produced by January 31, 1972. The evaluation will concern itself with 
the determination of (1) the functionality of the program accounting system 
developed during the project, (2) the ascertainment of whether the program 
accounting system might be used on a wider scale in educational systems in 


Alberta, and (3) the consideration of future directions for the PPBES Project. 


oF ; As as - i pi ; ia 2 
eft ster vines yd b reitti Fiqnioao6 


oi ‘oD . 
< 241? odd! 26 wnberta fect 70 | 1 


_— aa ty if 
ay toy 


wae 
at 1 ’ ‘e: iz itis ot a 
. ve BL 


y 
_ 


ie 
sides Caen eivediA ifs nor tedaye pat tnue 
M , Ps 
patiopbud bos puttnvesos sdg to pafiest bas ineeqotaveb 
aotyuseent ft bovfovat toum vey Assad SvBH | Fennoer64 wate 
foveal enox oft 36 Dn6 , emoteye” AWo stadt ot 


tolta pntdanbud ban pnrtiuooss mayporg, ont of spoatere at 


77 
‘that sved efofytetbh toliq Fans beson sa bSuatie a Wi) bomeanes 
onftenbud bas potinvodsas to meteye. 2votveia rend os 3 oped op Jor biue 


fosordds parteobud t org f beanottsqxs p 


tS Lov pati baphi t ONG. pnts WODDA ii fl BypoN9 an ae not: eos 

hap ontanubooA matooy9 ond dttw bedetoozes eno fioaut $261 ony ie 
ivow oft ({) to notteufeve fenveixe ns To m vor ong zolst J29io4 
-stfavonop edt to vii lidety odd (S) has tfeett to9bor ails Pa: 
fetontvow 6 of toetara add. atitiw beaolsveb s$q99N009 bith. ‘eszean0, 


oa ea 
— oaNeNsT AN TH 
ows mor? efseogorq botesupsy 26 Mate tosto 1999 ont; sire a 


howe .nottieutleve [eavetxs a6 to pattoubaoa ott ontbrecen enor | 

badaataorias 2f F1 nofteyeabtanos tabu sis bas bevtsoe". read 9 vei z 
trogsy 6 ddtw ,[V@l to edesw ned test old patwb. qwas0 Cli. hi 4p 

ttw thoedt ayeasoo [fiw notaabbsve eit .Syet.. 

a ie oogdexe PHEthuNI96 WEIPOTG St To \iFenots nut ons oe 

| marporg art “roildeniw to inonnkesye9es ads @ a 

nt nein fan fssoubo nt af ane. nabiw #3 ie a 


me | 
some 27694 add 707 anata i 


4 t= 


on 


rn 


be 
Inservice Activities 

The PPBES Project staff has developed an overall plan for the in- 
servicing of educational personnel in the Province of Alberta. Inservice 
is viewed as the task component of the PPBES Project group which will re- 
quire increasing attention over at least the next two years. The rationale 


and strategy of the PPBES inservice plan is as follows: 


A. Rationale for PPBES Inservice 
A fully operating PPBE System involves most personnel in school 
jurisdictions. In order to participate effectively, such 
personnel must be knowledgeable about the general concepts of 
PPBES and about their specific role in a PPBE System. Since 
prior knowledge of PPBES is extremely limited amongst 
school personnel in Alberta, it is essential that there be an 


extensive inservice training program at various levels. 


B. Strategy for PPBES Inservice 

The master plan for inservice deals with five basic issues, 
namely, who to reach; what should be covered; who should handle 
the inservice; when should it be undertaken; and how should it 
be done. 
Essentially, four levels of priority have been established with 
respect to who should be reached, as follows: 
i. Local systems personnel, teachers, trustees, etc. 

ii. Regional Office personnel, zone trustees groups, etc. 

iii. Provincial personnel, e.g., Department of Education Officials, 

Provincial ATA and ASTA officials, etc. 
iv. Other interested parties who request information. These may 


be from within Alberta or from outside the province. 
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With respect to the inservicing of local systems, the vast majority 
of work has been concentrated on pilot jurisdictions. It is anticipated that 
these jurisdictions will be thus able to assist in the inservicing of districts 
within their zone who are not pilot districts. It is also anticipated that 
regional office personnel, specifically consultants in administration, and 
field administrative officers, will assist in the inservicing of local school 
systems in their region. 

Insofar as timing is concerned, the general rule is that 1971 is 
a year in which pilot districts are inserviced, whereas other districts may 
be inserviced during 1972. 

The inservice function is being carried out using a multi-media 
approach which includes: the PPBES Newsletter, the accounting manual, formal 
meetings, workshops and seminars, video-tape presentations, and general 
press releases. In addition, an inservice kit for use by personnel conducting 
inservice work in PPBES is currently being prepared. 

To date, three inservice seminars have been held for personnel 
from the ten pilot districts. These seminars dealt mainly with the accounting 
manual, problems encountered by pilots in implementing the accounting system, 
pilot progress reports, and general concepts of PPBES. 

In addition, inservice sessions have been held with zone coordinators 
and administrative consultants, field administrative officers, and all other 
field services consultative staff. 

Most relevant groups within the pilot districts have received ex- 
posure to inservice regarding PPBES concepts. These groups include school 
business officials, trustees, teachers, and school administrators. Exposure 
to the concepts of PPBES varies from system to system, but inservice activi- 
ties of some type have occurred in each. 

The ATA and ASTA have become involved in the PPBES inservice program 


with joint presentations by the above groups and the PPBES Project staff 
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having occurred in three pilot districts and at least three others are 
being anticipated in the fall of 1971. 

Future needs regarding the PPBES inservice program include more 
specific forms of inservice on special topics such as analysis, budgeting, 
objective setting, etc., and the whole problem of reaching every educator 
in the Province of Alberta, if general implementation of some concepts of 


PPBES is to occur. 


Other PPBES Developments 


The PPBES Project staff has been concerned with three main areas 

of work in furthering the concepts of PPBES in Alberta: 

A. The development of a general evaluation model to assist in 
the identification and assessment of the processes and com- 
ponents of PPBES 

B. Involvement in the Program Task Force of the Government of 
Alberta 

C. The development of service-oriented materials to assist local 
jurisdictions in implementing PPBE Systems. 

In relationship to A above, the PPBES Project staff participated 

with personnel from the Human Resources Research Council, in preparing a 
report regarding evaluation of operating PPBE Systems. This report has 
been presented to the Educational Planning Commission of the Human 
Resources Research Council. 

In relationship to the work involved with the Program Task Force, 

Dr. W. R. Duke has acted as the Department of Education representative 
on that Task Force. 

In the area of inservice materials, provision of such documents 

is in the initial planning stages. One of these plans involves the 


development of objectives banks for various curricular areas. To this 
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end, officials of the Curriculum Branch and the PPBES Project staff have 
cooperated in planning a proposed pilot project to develop objectives 
banks in elementary mathematics and junior high social studies. Also, 
in the planning stages, is the development of a service document on 
analysis of educational data which is intended to provide guidelines for 
local school systems in terms of the analytical concepts and techniques 
which may be used to analyze educational data. This document is viewed 
as a supplementary publication to the Program Accounting and Budgeting 
Manual. In addition, a field administration officer has been given the 
responsibility to prepare an inservice document dealing with the 


establishment and operation of a program accounting system. 


Participation in Research Projects of the Department of Education 


Over the course of the past year, there has been an increasing 
call upon the services of personnel of the PPBES Project with respect 
to work on research projects dealing with financial analysis. This 
call has been made either directly by the Minister of Education, the 
Deputy Minister, or by the Minister's Committee on Educational Finance. 
The first such study was concerned with Government contributions to 
the Teachers' Retirement Fund and the implications of proposed changes 
thereto. Other studies included an analysis of board and teacher con- 
tributions to the proposed insurance scheme as outlined in the White 
Paper, and a financial analysis of a school district which was encountering 
financial difficulties. Current studies now under consideration by mem- 
bers of the PPBES Project staff in conjunction with a Field Administrative 
Officer and personnel from the Operations Research Branch include the 
following: 

A. Development of a general and comprehensive analytic program 

regarding the Faculty Workload Survey. This program allows 


the relatively easy analysis of the workload of the professional 
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staff of educational institutions. While the PPBES Project 
staff were instrumental in the general design of the analysis, 
the Operations Branch was instrumental in the development 

of the computer program to handle this analysis. 

B. A number of studies which have been requested by the Minister's 
Committee on Educational Finance, namely the study of the 
Foundation Program weighting factors and the 6% Foundation 
Program escalation factor, and a study of qualitative indi- 
cators in the field of education. It is anticipated that 
as the data being produced by systems implementing PPBES 
becomes available, that more and more useful analysis may 
be accomplished by the PPBES Project staff, in conjunction 
with other branches of the Department of Education, most 


notably, the Operations Research Branch. 


some Considerations for Further Study 
It is evident that if the work of the PPBES Project continues 


successfully, there are policy decisions which will have to be made over 
the course of the next eighteen months. Most immediate is the approval of 
the PPBES Program Accounting and Budgeting Manual (Interim Edition) and 
the attendant policy matters therein. For instance, there are questions 
dealing with a provincial reporting system which derives from the format 
specified in the above-mentioned manual. In addition, the whole question 
of information gathering by educational groups such as the Department 

of Education, and the Alberta Teachers' Association should be continually 
studied with respect to the possibilities for an integrated data collection 
system which will satisfy all requirements, yet be readily administered 

to educators in the Province of Alberta. A future consideration is the 


development of policy with respect to a furtherance of the planning and 
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budgeting concepts of PPBES and the development of planning techniques 

and analysis within the Department of Education itself. It is anticipated 
that as these developments occur, the staff now associated with the PPBES 
Project will become involved in some way in this type of task, recognizing 
that the major responsibility for some of these tasks lies with other 


branches of the Department of Education. 
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Tite VIAB REIT GOR sPPBES’ AS. A COST CONTROL. DEVICE 


As indicated in the introduction, the primary purpose of PPBES 
is to improve decision-making, rather than to serve as a cost control device. 
However, PPBES includes characteristics which facilitate cost control 


procedures such as: 


1. Monitoring of organization expenditures as they relate to pro- 
gram-oriented activities. 

2. Monitoring of organization expenditures as they relate to 
objects of expenditure (e.g., salaries, supplies, etc.). 

3. Budgeting according to a well structured budget cycle based upon 
responsibility center budgeting. 

4. Encouraging of a systems approach to financial and resource 
management. 


5. Fostering a cost-benefit approach to decision-making where applicable. 


The inclusion of the above in PPBE Systems provides valuable assistance 
in cost control activities. 

PPBE Systems are relatively neutral on costs. They have been shown 
to neither reduce costs nor to increase them. They do, however, have the 
potential of encouraging more rational decision-making, better specification 
of organizational goals and objectives, formulation of alternate plans of 
action, better evaluative and feedback procedures, and more effective and 
efficient management of resources. In this sense, they may well contribute 
to cost reduction in some areas of operation which can be considered to be 
organization "soft areas." However, a PPBE System may well point out "critical 


areas" which have expanded resource requirements. The implication may be 
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that decision-makers must reassign resource allocation within a fixed budget 
framework, rather than to institute an increase or decrease in total budget. 

Of particular value is the PPBES focus on priorities. The traditional 
system of accounting has produced data which was not related directly to the 
On-going programs of educational organizations. This meant that policy-makers 
and administrators had little financial basis for determining priorities. 

Changes in educational programs have tended to be additive in that new programs 
have been formulated and implemented in addition to a continuation of old 
programs, thus serving to increase educational costs in an exponential fashion. 

A PPBE System highlights priorities among viable alternatives, hence facilitating 
the possibility of replacing ineffective programs rather than simply adding 

new ones. Used in this way, a PPBE System can help decision-makers to make 
more effective use of available resources. 

Since the field of education is labor intensive, personnel costs comprise 
the largest expenditure component of any school district budget. Hence, at this 
stage of social and economic development, inflationary increases in total 
expenditures are likely to be a continuing factor militating against the possibility 
of reducing overall educational costs, even with the assistance of an effective 
systems approach to management. One could however, expect a more efficient 
and effective use of resources under such conditions, thus better rationalizing 


the total expenditure for educational purposes. 
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IV METHOD OF IMPLEMENTATION 


The provincial implementation of program accounting and budgeting through 
governmental mandate of a program-oriented reporting system is dependent upon 
the results of the evaluation of the PPBES Project which is to be completed by 
the end of January, 1972. The following implementation plan assumes that the 
evaluation of the Program Accounting and Budgeting Project will indicate that 
program accounting and budgeting should be implemented to some degree on a province- 
wide basis in Alberta. 
Since any implementation of a financial accounting and budgeting pro- 
cess must of necessity correspond with a calendar year operation, the most aggressive 
time-line for the commencement of program accounting and budgeting on a province- 
wide basis would appear to be the calendar year 1973. That is, systems would 
be required to account according to a program accounting system and to report 
on a program-oriented budget and financial reporting statement beginning January 
1, 1973. It may be that the lead time required for large school systems to phase 
into a program accounting operation might require more than one year, in which 
case provincial implementation might also be delayed. Thus, this proposal 
considers two alternative implementation plans: a one-year phase-in period, 
1972 (Alternative A) and a two-year phase-in period, 1972 and 1973 (Alternative B). 
In addition to the implementation requirements of the program accounting 
and budgeting system for Alberta school jurisdictions, there is a requirement 
for the provision of consultative services and materials with respect to the 
futherance of the broader aspects of PPBE Systems such as planning and evaluation. 
Such further implementation of PPBES concepts would occur on a local basis, 
Since planning, analysis and evaluation processes cannot be effected by provin- 
cial mandate. However, if this movement is to be encouraged by the Government, 


resource personnel employed by the Department of Education will be required 
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to assist local systems in their efforts to implement these higher concepts. 
Also, there would be a continuing role of the Department of Education in the 
monitoring of program accounting and budgeting operations, and of PPBES devel- 
opments, as a part of the regular operation of school systems in Alberta. The 
implementation plan, therefore, consists of two aspects, namely, an intensive 
in-service commitment by the Department of Education in order to facilitate the 
implementation of program accounting and budgeting procedures over a phase- 

in period, of at least one year, and a continuous service and monitoring function 
which would be carried on by Department of Education personnel on a regular 
basis subsequent to the implementation of the program accounting and budgeting 
portion of PPBE Systems. 

The in-service plans regarding the program accounting and budgeting 
aspects of PPBES should commence early in the calendar year 1972. The phase-in 
process, involves both the orientation of relevant personnel (primarily management) 
in local school systems with respect to the purposes, methods and utility of 
program accounting and budgeting systems, as well as direct training and assistance 
in the implementation of a program accounting and reporting system. To these 
ends the in-service function of the Department of Education would require the 
use of a wide variety of human and technical resources. By far the major portion 
of the human resource requirements for this period could consist of the services 
of personnel now employed by the Department of Education. The implication is 
that few resources not now budgeted for by the Department of Education would 
be required during the phase-in period. Of a projected personnel cost of $392,000 
for a two-year period, $40,000 only, which would be used for outside consultants, 
would be over and above the current budget figure. On the other hand, the cost 
of the provision of technical resources such as films, film strips, video 
tapes, etc., would constitute additional costs to the Department of Education. 

It is anticipated that an effective in-service program regarding implementation 


would require approximately $70,000 for the provision of resource materials for 


ay ae a 
vr 74 ea 7‘? Mh te a oo 
ae iy ‘ v Ty 


‘een 6 *t9VvO co-ubegOK saline ins ny: NOIDE “netpor@ iw pat senor ont Ae 
moronut patos From bes sotvis® evountinos 6. a. BX ano tesot $6 10 .borieq. nt 
asluney & 10 Fennoetaq nottsoubs Yo sngmtasqe! NG 10. bots. ek brow daha 
pattepbud bas pnttnveso8 mse ans to notdnsnonatent add ot dneupazdue 2tesd 


ong aieseyz 3a99 to oF S109 
ontttopbud brs pritsauooos merpang ois nt baBgat enst satviee-nt oT 

nteoeedg att .Svef 169% Tébhnolsa ond nt yli5e e2anmnao bi wore 27894 +0, tonnes 
Pnsnangnnt yftyentsa) fsangetsq tnaveley. to HoFsesneino ont dod ‘eovlovat «2289079 
Yo uti ftsu baw. zborsem ¢ 282097 sit ot doon20% doiw ‘emadteye Fooroe | f5901 at 
ssintetees bas patatsd tasttb 26 how 26 ,emodeve pnttapbius bats entinuogas moxporg. 
ead oT .motey2 ontsoqey: Sng pnfsiauoss6 maripora, 6 to nots 63 nome fq etl nt 

anit ovbupe bfvow notisoubd to JnomtreqeG odd to nobsonut sotvise-at ol ono 
notivoq yobs onl “st yi .eso woes, isotaiiooy brs mails to. Wari obiw 6 to oau | 
2eotvage alt to tetenos bfvos botreq, efit “10% ed nomen tps gomuoze1 stowed oily 70 

at nottsot fqnt: OAT  snoFtsguba 0 Inomdr68q9U ott vd bavofqne: wor fonnozt90 to 
hi ow. ‘notssouba % Angmdreqad it A OF betepbud: won ton asotwoesy wot sels s i 

goo, see? 40.3209, jsnaioeen netostorq 6 0, borneq at-septla ocd priv ber tupser od 

inscaniga eg wot — Diver. pins fi EU ONE 6 hie A 


<a Bei 7 —* 


oe. 


7 


-16- 


local use. The total estimated cost of the implementation in-service program 
for program accounting and budgeting in Alberta would therefore be approximately 
$470,000, of which $110,000 would be the additional cost not in the budget. 

In relation to the provision of consulting and monitoring services on 
a continuing basis, it should be recognized that a decision to implement program 
budgeting in Alberta school jurisdictions would imply that the Department of 
Education is prepared to allocate resources for such a monitoring and consultative 
service. Once again, the expenditures incurred through this program would consist 
mainly of salaries of persons now employed by the Department of Education, and 
would therefore require little additional funding on a continuous basis. 

It is anticipated that school jurisdictions who must implement a program 
accounting system will be faced with an implementation cost which will vary from 
system to system, depending upon such factors as size, technology used, and the 
degree of specificity of accounting to which a school system aspires. It would 
seem reasonable to expect the Department of Education to subsidize a portion 
of implementation costs in local systems since the process would be the result 
of a mandated requirement of the provincial government. Consideration should 
therefore be given to the provision of implementation funds through changes in 
the funding programs to school jurisdictions. One way in which this may be accomplished 
is by instituting increases in the Foundation Program Grants to local school 
jurisdictions stipulating that part of the increase is intended to provide for 
the implementation costs of program accounting and budgeting systems as required 
by the province. 

In summary, the implementation plan for PPBES consists of either a 
One-year or two-year phase-in period in preparation for a mandated accounting 
and reporting requirement commencing no sooner than January 1, 1973, followed 
by the implementation of further aspects of PPBE Systems on a local option basis 


over subsequent years. 
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This plan suggests a concentrated implementation in-service program to 
be conducted during the calendar year 1972 and 1973, with subsequent monitoring 
and consultative services to be provided on a continuing basis and at the request 
of local systems. 

The total cost of the implementation in-service program is expected to 
be approximately $470,000, of which $360,000 constitutes indirect and prorated 
costs associated with salaries of presently employed individuals deployed in 
various functions while $110,000 constitutes the total of additional expenditures. 
The cost of implementation to local systems must also be considered but it is 
difficult to estimate implementation costs at this time. Such information can 
be ascertained after the evaluation of the PPBES Project, at which time reasonably 
accurate estimates of implementation costs in line with the approved recommendations 
can be generated in order that a plan for subsidizing such costs through funding 
programs might be considered. 

Further detail regarding the implementation in-service plan may be found 


in Appendix A of this report, entitled, PPBES Implementation. 
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V__CONCLUSION 


The above report has been intended to describe the status of the PPBES 
Project and the Program Accounting and Budgeting Project as at the end of October 
1971. In addition, an attempt has been made to discuss the viability of PPBES 
as a cost control device and to present a general plan for the implementation 
of the program accounting and budgeting aspects of PPBE Systems in Alberta, as 
well as to allude to the general plans for furtherance of the planning, analysis 
and evaluation concepts of PPBES. Appendix A provides detailed descriptions 
of implementation plans, while Appendix B refers to sources of additional information 
regarding PPBES developments in Alberta over the last calendar year as well as 
general sources of information regarding PPBES. 

It is hoped that the above report provides a service to those policy- 
makers who must decide on the future course of action for PPBES developments 


in Alberta. 
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APPENDIX A: PPBES IMPLEMENTATION 


The provincial implementation of program accounting and budgeting through 
governmental mandate and of the higher PPBES processes through local option are 
dependent upon the results of an internal and external evaluation of PPBES efforts 
in the Province of Alberta which is to be completed by the end of January, 1972. 
In regard to a likely implementation date for program accounting and budgeting, 
the Honorable Robert Clark, on June 11, 1971, then the Minister of Education, 
issued the following policy statement through a communication release: 

"The results of an tnternal and external evaluation of PPBES 

efforts late in 1971 wtll be used to formulate future policy 

and plans for PPBES in Alberta. If the evaluation tndtcates 


that PPBES should be pursued, then a preparation and phase-in 
pertod of at least one year will be required to implement 


program accounting and budgeting throughout the province. 


Such a phase-tn pertod would commence in January, 1972, There- 

fore, any mandatory changes in school board accounting- 

budgeting procedures cannot take place before January 1, 1973." 

The target implementation date of January 1, 1973 is deemed by the 
PPBES Project as an aggressive date for provincial implementation of program 
accounting. However, results of the evaluation procedures could reveal that 
January 1, 1974 might be a more realistic target date. Several reasons 
suggest that January 1, 1973 is a rather ambitious implementation date. First, 
difficulty will be experienced in providing the necessary in-service activities 
to school business officials, central office personnel and school boards. 
Second, the size of large jurisdictions like the Calgary Public School Board 
retards early implementation. Third, sufficient time is required by 
jurisdictions to technically prepare for the transition, i.e., a decision 
must be made as to the technology to be utilized as well as the provision 
of time for programming or re-programming of the technology and preparation 
of the procedures and documents. Fourth, the procedural accounting manual 


being prepared by a Field Administrative Officer will probably not be 
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ready for circulation until September, 1972 - leaving four months for in-servicing. 
Fifth, the development of an integrated classification system for school and 
municipal accounting is only now in the pilot stage: thus insufficient 
time for counties to implement an integrated program accounting and budgeting 
system. Sixth, a resolution (No. 31 M/71) requesting postponement of imple- 
mentation until January 1, 1974 will be placed before the ASTA membership 
during their November, 1971 convention. However, both January 1, 1973 and 
January 1, 1974 are viable target implementation dates. It should be noted 
that the target implementation day must be January 1 so as to coincide with 
legislated reporting and budgeting dates. 
In October, 1970 a complete design for the PPBES Project which 
included evaluation was presented to the Innovative Projects Advisory Board. 
In regard to the evaluation requirements, this proposal indicated that: 
"The evaluation phase involves two aspects: 
(1) the internal evaluation of the new accounting and 
budgeting system by the pilot districts and the 
PPBES Project staff in accordance with the objectives 
held for the Project. 
(2) the external evaluation of the project by an ‘outstde' 
team of evaluators. This evaluation team would examine 
the project tn relation to the stated objectives and would 
also make recommendations with respect to the dtrectton 
to be taken," 
At present, two research and analysis groups (HRRC and M & M Research 
Systems) have submitted evaluation proposals. A final evaluation report by 
the contracted group is to be submitted by no later than January 31, 1972. It 
is after this date that a policy statement regarding implementation of program 
accounting and budgeting through a provincial mandate and of the other processes 
of PPBES through local option must be made by the government. The mandate for 
implementation of program accounting and budgeting would be in the form of a 
legislated program-oriented financial budget and report. This proposal outlines 


an implementation plan on the assumption that the government chooses to go 


in this direction, 
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Implementation Frame of Reference 


Provincial implementation of program accounting and budgeting and of 
the higher PPBES processes is considered to be a massive task in that it involves 
the changing of established and patterned behavior of many personnel involved 
in the educational enterprise. Successful implementation requires the contacting 
of all identified referent groups, the dissemination of information to them, 
changing their attitude and hence behavior, assistance through consultation in 
implementing the new learnings and monitoring the local implementation efforts 
to ensure the successful implementation and continuing operation. In-service 
is the vehicle through which the identified implementation tasks can be accomplished. 
Two distinct implementation phases have been suggested: provincial imple- 
mentation of program accounting through a phase-in period, 1972 or 1973, and 
local implementation of the planning, programming, evaluation and analysis processes 
through local option. 1971 is considered the development and experimentation 
year. Hence the following time-line: 
PHASE I = August, 1970 - December 31, 1971 - Development and trial period. 
PHASE II = Alternative A: One-year Plan (1972) - Provincial phase-in of program 
accounting and budgeting. 
Alternative B: Two-year Plan (1972, 1973) - Provincial phase-in of 
program accounting and budgeting. 
PHASE III = Optional local implementation of total PPBES concept. 
In-servicing Alberta educational personnel for the implementation of 
program accounting and budgeting requires the participation of a large number 
of people. It is expected that five "core" PPBES members will be required to 
successfully implement program accounting and budgeting. 
Other human resources are available within the present Department of 


Education structure. Field Administration Officers are viewed as playing a 
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key role in the implementation of program accounting and budgeting. Their roles 
would be complemented by the Administrative Consultants in Regional Offices. The 
ASTA and ATA are both viewed as potential resources to assist in the in-service 
function of both phases. Both associations have already participated in at least 
six in-service sessions with the PPBES Project staff as part of Phase I activities. 
The coordinators from the 10 pilots are considered to be choice resource persons 
Since they have experienced the development and trial of the program accounting 
and budgeting concept. Their experiential base would be a most valuable asset. 

It is also possible that certain in-service functions could be most effectively 
and economically provided by private contractors. For example, it could be deemed 
desirable to contract an accounting firm to provide regional in-service in the 
allocation of expenditures. 

The human resource requirements for Phase III could be significantly reduced 
if the Department of Education's role would be to assist school jurisdictions on 
a "request" basis. In Phase II, the Department should assume responsibility for 
initiating in-service and implementation action because of the regulatory nature 
of the program accounting and budgeting mandate. In addition to the provision of 
consultative services from the human resources identified for Phase II, subject 
area consultants from the Regional Offices could provide valuable in-service input 
in Phase III especially in planning and evaluation. The same is true for teachers 
from pilots. Other peripheral human resource potentials exist in organizations 
like HRRC. 

The identification of the above human resource in-service potential 
indicates that in-service is a heavily labor-intensive function which makes the 
proposition rather costly. Successful implementation of program accounting 
and budgeting would require the entire PPBES staff on a full-time basis in 
addition to others. These labor costs can be reduced by supplementing the 
human complement by utilizing audio-visual technology. This proposal emphasizes 


a balance between human and technological resources. The technological resources 
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proposed include 16mm film, video-tape recordings (VTR), film strips, slides, 
film loops, records, audio-tapes, transparencies and print materials. This 
balance will Significantly reduce the human resources required. 

Costs for the provincial implementation of program accounting and budgeting 
are rather high, however, the resultant improved management system will result 
in a more effective, efficient and economical allocation of scarce educational 
resources on the local and hence provincial level. The same benefits, only in 
larger proportions, would accrue to Alberta education with local implementation 
of the higher PPBES processes. 

The strategy for in-servicing of Alberta educational personnel may 
be referred to as the "radiating-core" strategy or "fanning-out" process. This 
strategy utilizes the PPBES "core" staff as the most advanced "experts." These 


"experts" or "trainers" then train other "trainees" who in turn become "trainers." 


Model For Implementation Through In-Service 


Implementation of program accounting and budgeting should follow a systems 
approach, as should local implementation of the higher PPBES processes. First, 
the individual implementation needs of various field personnel must be identified. 
Then in-service goals aimed at resolving implementation needs must be selected. 

As a result, performance objectives, which are aimed towards the attainment of 

the broad in-service goals and more specific objectives, must be specified so 

that the needs of the field personnel could be met. In-service content and 
activities that would assist in resolving the needs must be selected and prepared 
and the in-servicing function conducted. The learnings or behavior changes of 

the in-service participants are evaluated to determine if the objectives 

were accomplished. If the objectives were accomplished, then the participants 
would be ready to commence local implementation of program accounting and budgeting. 
The implementation process must be monitored to increase the chance of successful 


implementation and to ensure continued operationalization. The model provides 
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recycling at all stages. The same model with minor modifications, is applicable 


to local implementation of the total PPBES concept. 
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This model illustrates that in-service and its associated activities 
provide input for implementation, i.e., in-service is the vehicle through which 


successful implementation can take place. 


Details for Implementation 


This report earlier identified much human and technical resource potential. 
This section will outline the functions and tasks of each resource potential as 


well as estimate the cost. 


PPBES Project Staff 
1. Train others as per "radiating-core" strategy 
2. Coordinate the structure and scheduling of all in-service 


3. Monitor the implementation process and ensuing operation 


Field Administration Officers 

1. In-service of business officials, superintendents and trustees in 
program accounting and budgeting 

2. Consultation in implementation process 


3. Monitor operating program accounting and budgeting 


Regional Office 


1. Administrative consultants provide in-service in all PPBES phases 


2. Subject-area consultants in-service in planning and evaluation 


Pilot Project Coordinators 
1. Secretary-treasurers provide in-service in implementation of program 
accounting and budgeting 


2. Secretary-treasurers could assist in monitoring of implementation 


oe bie 


> 


* 4 
oe at Js ‘a 
Ste yf 4 { z u 
ae ad i Ls MF 7 

ee Ii re : 4 

: Pas ie, ot oo 0 
8 ns ih ; 

hy era ‘ o/ ' 

i ‘ ’ i} 

; 4 f : 


.Tettaateg sormoasy fsotanset tae oma ene 


& imi sre nl > 4 
lat 
_ypstente nyroo-entoathirtng 2 26 eeido tent a — 

eobvise=nt I's to omit Fuberts2 bets onugourde ont odentbyo0d & 5 
nots o1eq0 pntvens: brs 2e20074 not 3none fant ont ethaet ee of | 
<: an D 

nt eoateuns bee sinabonsnt ave caistatete sidlabont to eotvnoe-l | r eS 

| pritspbud bas ontinuesos ms@01q as : i 
_-Bzag0%0 nottesnenatgmt wk noted (weno Ss es : 
£ ; 7 


pattepbud bos potsnvosse menor patserego ‘vod tol 


sa ce ot fatrnent qn sects aI ie 


= Nac on 
ano er ry + ; 


, tiie cou = 


oo 


~~ ath mt er _— ms 7 


~2%2 


3. Superintendents provide in-service in program accounting and budgeting 


as well as planning, and evaluation. 


ASTA 

1. Series of seminars for trustees, business officals and superintendents 
2. Development of provincial goal statement 

3. ASTA conferences for dissemination of information 


4, Assist in Department of Education sponsored in-service. 


1. Seminars for teachers in systems 
2. ATA Conventions for dissemination of information 


3. Assist in Department of Education sponsored in-service. 


Technical Resources 

1. A 30-minute 16mm film which demonstrates a fully operating PPBE System 
for use in regular in-service as well as for circulation to TV stations 
for regular programming to the public. 

2. A series of differentiated VTR's on accounting, orientation, background, 
involvement cycles, accounting technology and the processes. 

3. Film loops on planning, programming, budgeting and evaluation 

4, Supplementary slides, filmstrips, records and audio tapes 


5. Differentiated print-materials to accompany all of the above. 


The estimated costs to the Department of Education for the above 
necessary resources for successful provincial implementation of program accounting 


and budgeting are: 


=o8- 


Implementation Costs 


Human Resources (Two-Year Plan) 


PPBES Project Staff (5 Full-Time) 
Field Administration Officers (Half-Time) 
Administrative Consultants (25%) 
Subject-Area Consultants (5%) 
*Pilot Project Coordinators (Contract) 
(10 days each X 20 persons X $100.00 per day) 
ASTA - No Fee 
ATA = No Fee 


*Others (Teachers, Accountants, Etc.) 


*New Costs ($40,000) 


Technical Resources (Two-Year Plan) 


*30 Min. 16 mm Film 

*VTR'S (16.50/30 Min. Tape) 

*Film Loops 

*Slides & Filmstrips ($20.00/Frame) 
*Audio (Records & Tapes) (100.00/Record) 


*Print Materials 


*New Costs ($70,000) 


160,000 


70,000. 
50,000. 


72,000 


20,000. 


$392,000. 
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$78,000. 


00 


00 
00 


00 


00 


00 


20,000. 


00 


00 
00 
00 
00 
00 
00 


10,000. 


00 


00,000,000 
09..000.0 
40.000, 02 
08 ;000,3. 


10. 0N0, OS 


OH: 000. Sat 


_ re es ao 


20 

Thus, estimated costs for provincial implementation of program accounting 
and budgeting for the two-year phase-in period, 1972 and 1973 (Alternative B) 
would be $470,000.00. However, the only additional costs to the present budget 
would be $110,000.00 ($40,000.00 for human resources and $70,000.00 for technical 
resources). If the one-year phase-in plan (Alternative A), were selected, then 
the costs would approach those identified for the two-year plan because of the 
increased manpower requirement. From a cost-benefit point of view, it is believed 
that a more effective implementation would result from a two-year phase-in period. 
The $78,000.00 budget for the technical resource requirements is considered sufficient 
for any implementation period of program accounting and budgeting. 

If the government chooses to provide assistance to local school jurisdic- 
tions in the implementation of the higher PPBES concepts, then no additional 
salary costs would be incurred since the required consulative service would be 
borne by existing staff. Additional costs for technical resources would be upwards 
of $30,000.00 

Costs would also be incurred by local jurisdictions in the implementation 
of the mandated program accounting and budgeting. Any change in school juris- 
diction operation dictates additional phase-in and maintenance costs. Therefore 
governmental consideration should be given to assisting local jurisdictions in 
this change period. It is extremely difficult at this time, to ascertain a cost 
estimate for local implementation. However, the results of the pending evaluation 
should reveal local implementation costs. Several alternative methods of funding 
exist. A per pupil grant could be allocated to each jurisdiction, as was the 
case in the states California ($4.00 per pupil). This alternative appears undesirable 
because implementation costs are not proportionately related to the number of 
pupils. The support staff allocation in the SFP could be increased as could 
the allocation towards the CRU. Another alternative, perhaps the most feasible, 
is including costs of implementing program accounting and budgeting in the escalation 


factor (percentage increase). 
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In-Service and Implementation Initiation 


It is recommended that the PPBES Project staff find means to initiate 
in-service and the ensuing activities. If in-service and ensuing implementation 
of program accounting and budgeting is to follow some logical sequence and master 
plan, then it is advisable that the PPBES staff develop this logical plan and 
then initiate the action necessary to in-service and implement. In-servicing 
of provincial personnel for local implementation of the higher PPBES processes 


could be on a “request" basis rather than "initiation" basis. 
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APPENDIX B 


SOURCES OF ADDITIONAL INFORMATION 
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APPENDIX B: SOURCES OF ADDITIONAL INFORMATION 


Further information regarding the concepts, design and operation of the 
PPBES Project may be obtained by reference to the following materials available 
from the PPBES Project staff. 


PPBES Project Program Accounting and Budgeting Manual (Interim) 

PPBES Inservice Kit (Interim) 

PPBES Newsletters (Vols. 1-3) 

An Assessment of Planning-Programming-Budgeting-Evaluating Systems in 
Education 

Preliminary Outline for the Establishment of a Province-Wide Program 
Budgeting System in Education 

A Preliminary Draft of a Proposal Regarding Implementation of a Program 
Accounting System for Alberta School Jurisdictions 

Composite Report to the Innovative Projects Advisory Board 

Progress Report to Directors' Council 
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